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WASHINGION 25, D, G,
STATE. STUDY

THPROVELLNT OF STAFF PRCCEDURGS TOR DEVELOFLINT OF
VALTIONAL PSYCHOLOGICAT, STRATEGY PLalld

The present study is an analysis of specific defeets which
have been noted in the procedure for devoloping major PLB plans, together
vith recommendations for effecting improvenents, in accordance with the
instructions of the Board at the luncheon meeting of August 7, 1952,

It includes, but is not limited to, consideration of the points
contained in General Balmer's memorandum to the Director of Leptember 4,
1952, Ref: SPDN=-377-52.,

It is concerned only with problems of starff procedure and

dqgﬁy%ggmfelevant to the development of national psychological strategy
plahs and does not contain any analysis or recamendations with respect
to other aspects of PGB plenning,

This definition of the problem is based upon the urgent need
for clarification or resolution of actual problems vhich have arisen in
the course of current planﬁing work.

II. AMALY:To

A. Planning Concept

: As‘a new organization working in an unconventional and some-
what ill-defined field, PSB has been forced to develop a philosophy of
planning at the same time it has developed its plans, Up to the present
this philosophy has been developed on a trial—and—errorvbasis. In
discharging his responsibility to the Board for preparing its work-papers:
the Director has been obliged to operate vithout authoritative and

explicit guldance in regard to such matters as the scope and limits of

e

e
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untionel psychological strotegy plans, the level of plenning, and the
nnture snd extent of PSB's authority, No gemeral requirements have boen
1rid down by the Bonrd as yet even in regard to matters of planning
terminclogy and format,

One consequence of this situntlon is that PSB_planning ponels
continue to spend a good deal of time arguing obout the purpose, scopo
and level of PSB planning, the optimum length of plans ond the way in
which they should be ﬂrrangod; These discussions were probably usceful
and inevitable in the carly stages of PSB's growth, but they are
time-consuming and it should now be possible to dispense with them,

A more scrious consequence of the lack of suthoritative
guidence for planning is that PSB penels have tended to adopt a formet
and oan implicit plenning concept which are open to serious criticiem,

In addition to the criticisms made in General Balmor's memorsndum of
Septomber 4, 1952, Ref. SPDM-377-52, the velidity of which largely
depends on the Board's understanding of its mission and authority,

several more pragmaticvobjacxiﬁns conld be raised to most of the PSB ploms
developed under the present system, They represcnt an awkword hybrid
botwecen strotegic and tectical planning, they tend to be diffuse,
incoherent end superficial, they nre too long, and they are hord to reod
and understond,

The planring coneept expressed in the memorandun fron
General Belmer to which reference has been made presents planrers Qith a
difficult problem but by the very foct that it forces them to discover a

central strotegie concept, rather than nerely to list a catalogue of

e P

heterogenoug actions, it should lead to sounder plans,

Be Role of PSB Panels

The panel system under which PSB develops nost of its plens
is time-comsuming, untidy and tends to crystallize ogreement at the level

of the lowest cormon denominator,. On the other hond, it promotes
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inter-agency conperction, couses member agencles to take a greater
intercst in PSB, ond represents an effort to follow the injunction in the
Presidentinl Directive of April 4, 1951; to utilize to the maxirum tho
resources of member agenciles,

One of the rensong why the virtues of the panecl system do not
outweigh its inherent défects is that the latter are aggraveted by
unnccessary confusion as to the mission, responsibilities and authority
of the group.

Thls confusion is most serious when the chairmen of o panel is
not a member of the Dircctor's staff; Most of our panels have outside
chairnen == usunlly State Department representatives -- and this pattern
has been encouraged by the Board, which in some eascs has celled for
State Department pancl choirmen in authorizing plens, Even when an oute
side chairman is appointed at the Director's own initiativo, however,‘the
Director et present has 1ittle authority over the panel, ana attenpts to
exercise any control frequently lead to fricticn between the choirman
and the cxecutive secrotary who is the Directnrls own representative on
the panel,

On the other hand, in surrendefing smme of his own authority
to the chairman, the Director does not delegnte it to n member agency
which con then 56 held responsible for the satisfactory direction of the
ponel, The resson for this is that o State Department chairmon does not
represent State on the panel; Like all other members he is informed that
according to the officisl theory he is not required or authorized to
present his agencyls official position., Technicqlly he represents nobody
but himself, and in fact he may be substantially out of line with official
thinking in his ageney, This is especinlly likely o be true when a
high-ranking offilcer of the State Depﬁrtment is the nomincl cholrmen of a
PSB panel while one of his junior subordinates directs it in frct,

While the panels tend to regard thomselves aéig;égzgzgg(bodies

arriving at authoritative decisions through majority vote or internal

BREE-01 065A0003801 20015-6
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negotiatiomn, in renlity these decisions mny be esqually Wnacceptable to
the Director and to the higher echelons in the member agencies, This
could not occur if ponel members were considered to bo responsible
gpokesuen of thelr rGSpective'agenciesé

{““*‘**— On the other hond, any ruling which would nrke panel members

2 formally responsible for representing their agencies! viewpoints would

1 slow down still further the work of the prnels, would discouvrage creative
thinking —- which ip vitally needed in the field of psychologiéal
stratogy ~- would accentunte the tondeney to reach agreenent on the bnsis
of the lowest cormon dencminator, and would confuse problems of fhct ond
procedure with problems of policy.

Tho right solution to the present difficultics lics in the

direction of more flexibility rother than in the direction of nmore

formality in the plamning preecess, It eclls for more effective technigues
of eocnsultation, not more elaborate techniques of deliberation, In finnl

anolysls, the difficulties which have becn pointed out stem more thon

IETIT. T e

cnything clee from over-formelization of the plenning process,

The panel procedure 1s probably used in somc cases where plans
could be developed more expediticusly and setisfactorily either by the
Director's staff or by arrengement between him and o werbor .gency, In
other cases, possibly more numerous, the pnnel method is justified but
the panel procedure should be made simpier, nore flexible and less formal,

T-;Z; panel itself should be looked upon purely a8 o consultative body
‘///f of experts whose opinions the Direcctor is free to accept or reject, It
should be used to roview and improve plans, not to draft them, It should
not eoncern itself with the vitel but time-consuming tosk of obtaining
policy-approval for plang within the partieipating ngencics,

Under the terms of the Presidential Directive, the Dircetor
hog ample authority to reform the PSB planning system along the lineg
which have been suggested, but a Board—approved'guidance on FBB plonning

g
"~ procedure would facilitnte his task,
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C, GCleerance of Plens
Under prosent procedure there is a good dezl of confusinn
with regerd to the clearance of plans within member agencies up to the

level of the Board member, While penel members are not officially

ingtructed to roprcgcnt apency v1uwp01nts it is usunlly assumed thot the

finﬂl punel dra ft of a plan incorlorﬂtes all the relevent ond

i SR ik e o T T it

nuthoritﬂtlve comments of nll officin]s within member agencies who need
to be oonsulted, with the oxcuntlon of the Board member hinself

Consequently if the plan ls approved without significant change
by the Dlrootor, coples are then sent by his staff to membeor ond
participating agencies in view of formnl eoordinction for the briefing
of the Boord Member or repressuntative, When all appropriate officials
within agencies hove been adequotely consulted eny revisicns in the plan
which me¥y be suggested aftor the Dircctor has formally approved it are
ninor cnes which cen be disposed of by & corripendum attached to the plan
before presentetiom to the Board,

On the other hand, when there has not been adequate consultation,
major disngreements moy arise over the plon within member ngencies even
nfter 1t has been aprroved by the Direcctor. This is particularly
undesirable when a naper is scheduled for Board discussion so soon after
approval by the Director that there is not time for full ‘and -orderly
considerntion of disagreemonts with thé result thet the Board Momber may
receive conflicting corments on the plan from his steff,

Unnecessory and time-consuming rmddles of this sort can be
cutomaticnlly eliminated if the Director adopts the practice of withholding
formal approval of plans until all approprinte comments from member and
participating agencics have been received, This, howewr, will entail
endless delay unless rosponsibility for obteining and ccordinating agency
corments is centralized in onc office for each member ageney, while the
Dircctor's staff is assigned sole responsibility for co~ordinating the

several agency corments, At the same time, the formal coordinntion of
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agency corments on o completed plan should be considered only the final
stage of a series of frequent informal consultations between the
Dircctor's staff and relevanf officials in member agencies going back to
the very genesis of the plan, Undue reliance on the penel method has
hitherto irhibited free.and c;nstant consultation betﬁeen the Director's
staff and the member ageneies, In regard to the cleafance of plang, as
well as othor aspects of planning, our formal procedures should be tighter
but fewer,

Another‘and related vice of the plonning syston deserves
consideration, The system operates in one dircction only--from the bottom
upward; ‘Those sonfor govermment officials, including the Board Members
and Alternates, who are the best qualified to moke sound decisions of
psychoiogiéal étrategy, under the present systom seldom have occasion to
moke any decisioﬁs at all until they are confronted with a completed plan
developed by their subordinates, If these subordinates have disagreed on
sﬁme rmajor points but have finally decided for the scke of convenience to
elininate all controversial elements from the plan and include only the
platitudes on which #ll cen agree, the senior officinls who night have
congtructively resolved the original controversy are left unawaro of the
issues,

To corroct this situntion it is importent thot the views of
senior sgency officinls, of Bonrd Alternates and Members, cnd of the
Director should be ascertained in régard to major problems of psychological
strategy at early stnges of the plenning process, This is particulorly
essential where there are basic and seemingly irreconcilable disagreements
anong working=level experts, Such disagrecments can often be identified
ot an eerly stnge of planning and careful staff work will reveal quite
quickly whether or not they can be constructively resolved at the working
level,

Where constructive resolution of dlsagrecments cannot be
achleved at the working level they should be referred to hiéheé euthority

R0201065A000300120015-6
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thfuugh some simple and flexible procedure without ewaiting the formal
clevrance of o completed plan, It is undesiraﬁle that the Borrd!s time
should be wested on problems which can be settled at a lower level, but
it is also undesirable thnf PSB rapers should be watered;down to the point
where rubberwétamp approval is o foregone conclusion because they contoin
nothing sufficiently significont to disagree about, |

In many cascs difficult probloms couid be resolved without the
intervention of‘Bcard Members themselves through more frequent ﬁso of the
Board Alternates and the Military Aﬂvi er or through an ad hoe
intor—agency meeting at the level of the De:. utqultornateo,' It is
inherent in the nature of PSB's work that there should sometimes be deep
divergencies on problems of psycholopical strategy between member agencies,
Instead of secking to elininate disagrecnent at any cost, the Director's
stoff can usually render a more constructive sorvice by nbjectively

e

analyzinﬁ disapreements that arise in the course of planning qnd EZ

v

advising the Dircctor and the Board on the machinery best suited for

resolving them,

D. Deley in Producing I'SB Plans
All existing PSB pancls are working too slowly., It is

estinated that in some coses it will be algost o year betwecn. the time
wheﬁ plans were authorized by the Board and the time when they are
pregented, with fully coordinatéd agency comments, to the Doard forv
approval, This lead—ﬁime 1s excessive and discourages rather than
encourages‘thoughtful, constructive work, On the other hand, efforts by
the Director's staff to speed up the work of the panels may produce o
lagt-minute rush which is not'conducive to careful staff work.v The
difficulty mighh‘be reduced if the Director in consultation with the
Board, would set a fixed dendline for the completion of each plan,

E, Seleetion of Planning Problems

In proposing or authorizing new plaming projects the Board ~nd

the Dircetor's steff, during the current year, have rut emphasis on brosd

Security T .
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conprehensive area or country plons such as the _
Plan, the Southenst hsin Plon and the Middle East Plan, Fleans of this
type are useful in guiding psychological operaticns in strategic areas,
in encouraging rcsponsible; balanced operationdl plamning in the member
agencics, and in fostering inter-agency cooperation. They are also
essentdinl in laying o basis for ISB C;ordinﬂtion and Evaluation
activitics,

On the other hand, plans of this type ovemextend the
resources avallable to I'SB since it is difficult to asecmble the wide
range of expert skills and background required for such comprehensive
plens, They therefore tend to be rather superficinl and banal nnd fail
to encourage the concentration of resources on vital torgets, From a
doctrinal viewpoint they are of 1ittle assistance in deepening and
clarifying the concept of psychologlcal strategy since they inevitably
involve a good deal of overlapping with conventional political and

economic strategy,

To encourage maximum development of the new unconventional
ficld of psycholopical strategy, as interded by the Presidential

Directive of April 4, 1951, it is desirable thot ISB in the future should
e ARy i A 5 L A R S g e e 2

give dincreasing emphosis to a more concentrated and specialized type of
R A R e i o :

planning based on intensive study of specific psychological and

i e

%Rgiglggigql problems, whether global or reculier to & geographical ares,
While a1l plens must bo developed within the framework of ¢ stablished
policy, it is important that the courses of sction recommended should stem
not from a routine listing of NSC rolicy objectives but from an expert
analysls of the factors peculiar to psychological strotegy, These plens
sh~uld deliberately aim at demonstrating the possibilities of psychologlosl
strategy in view of possible wider applications and should invelve a
deternined effort to diseover new approaches.
-~ : ;? ~ »
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ITI, CONCLUSIONS

A, FSB planning concepts and doctrine shquld be clérified in
& poper ha#ing the authority of the Board behind it; and a standard

Boerd-approved planning format should be adopted for natisnal psychological
strategy plans, subject to the discretion of the Director to modify it in
exceptionel cases, The standard planning format should be as brief and
sinple as possible and should be based upon the principles laid down in
the Military Adviser's memorandum to the Director of September 4, 1952,
Ref, SPDM~377-52, The proposed outline for a standard format presented
in Annex A conforms to the requirements which have been listed and
embodies the instructions needed to clarify PSB planning concepts,

B, The difficulties annlyzed in Paragraphs B, C, apd D of
SECTION II do not stem from a single cause but all could he corrected by
a Boarde-approved document establishing or confirming plaming. procedurcs,
clarifying the functions and responsibilities of the Director's staff,
and laying down authoritative guldance os o basis for briefing the
Director's gtaff and the personnel of membervagencies concerned with PSB
affairs, A proposed guidance on planning procedure is presented in
Annex B, |

C., The re-oricntation of FSB planning sugrested in II, E,
can be cffected by the Director with the authorization of the Board,

IV, RECOMMENDATIONS

A, That the Board approve the plamning concept developed in
Annex A and authorize the Dircctor to develop ell plans in accordance \////
with the standard format set forth therein, or to modify it to fit .
spocinl cases as he considers advisable, _

I}, That the Board approve Annex D, instruct the Director to g
uge it as a basis for briefing his staff, and request member ageﬁcies to L////
similarly utilize it as a basie for briefing personnel concerned with FSB
matters,

Securdty Information
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C, That the Doard instruct the Director, without completely
abondoning country and area plonning of the type now under way, to give
increased emphasis in future planning to nore specinlized problens with

gimificant psychological implications,

Security Information
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PROTOSED STANDARD TSD PLANNING FORMAT

TITLE

e g

"h Nationnl Tsychologieal Strategy with Respect to 3

(Since the section usually headed "The Problem" in existing
plens serves only a formelistic purpose, it is omitted
from this proposed format), -

SECTION I. ESYCHOLOGICAL OLJECTIVIS

Psychologicnl Objectives to be listed in this section are
derived from the Analysis in Annex A, which will be attached to o1l plans
for the Doard to note, Since applicable netional policy papers will be
examined in the &nnex, all references to them are omitted in this section,

Objéotiv;s will be listed in succinet tabular form, in order
of priority when they can be clearly and accurately steted in this fashion,
but where proper understanding of the plan's intent mokes this desirable,
the tabular form may be replaced by a-series of numbered paragraphs
providing sufficient interpretation to clarify the intent,

The term Psychological Objectives ns here uscd does not refer
exclusively to desired attitudes in the target group, but pgwresults of
mejor importance in terms of established national policy wﬁich aprear
nchievable in the target area through operations conducted in accordance
with NSC 59/1 and 10/2 ond 10/5, togetheq/gg%%ssary supporting acticns in
other flelds, The factors which must te anclyzed and balanced to
determine these objectives are specificd in the Annex,

Since the Psycholopical Objectives must be in conformity with
established national poliey, S?ction I will be considercd as constituting
the terms of reference to the poper and will be subject to approvael under

i

existing procedurcs,
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SECTION II, PROPQSED PSYCHOLOGICAL STRATEGY

The besis of this section will be e brief Statement of the
rrinciples which should guide the framing of implementationeplans with
particular respect to:

2) The devolopment of coherent 59/1 and 10/2 progrems,

with indication of prlorlty tosks,

L) ;;;w;;ordination of ﬁﬁese progran; with ench other

and with other national programs, and their inte eroation
into effective psychological campaigns,

¢) The scope, poce and timing of the progroms and the

sequchce or phasing of the campaigns;

As further guidence to operational plpnncr sy the secction may
include where appropriaote one or more of the following:

1, Special DO'S and DON'TS from the viewpoint of conformity

with estaﬁlished policy,

2, Similar broad guldance on mejor points of operational

doctrine aprropriate to the area and sltvation,

v 3, Strotegic Tasks and ictions, A brief, highly selective
list of sctions of such outstaﬁding impordance that
foilure to implement them would vitiate the strategy.

N Such ezctions, however, may only be listed wilth the
authoritative concurrence of the sgencics or departments
responsible for implementing them,

Where appropriate, certain elements in Parapraph 3 or other
parts of Section IT may he submitted by the Dircector to the Doerd
separatoly in a covert supplement,

SECTION III, ADMINISTRATIVE IROVISIONS

This section will contain special administrative provigions
not covered by the SOP for the coordination phase and requlring Doard
approval, together with provistons for logistie support, wherc rclevant,

Security Information
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LNNEX A, Anolysis

This annex has two functions: ‘

i. The first is to justify selection of the Tsychologicnl
Objectives in Section I, This section of the analysis will be es brief
as possible but will always ineclude the following elcmentss:

a) Analysis of apblicable approved national policy objectives,
with indications as to priorities of urgency and
importonee,

b) Estimate of US psyc%ological capabilities with respect
to achieverent of national objectives,

¢) Analysis' of feasibility-factors in the target area which
decisively linit or f"oilitato moeximum exploitation of
copobilitics in the &es:roﬂ direction,

d) Conclusions as to maximum feasible effects desired through
59/1, 10/2 and related psychologlcal supporting actions,
These conclusiong to be valld must always constitute
recognizable steps towards the attaimment of some or all
of the national objectives set forth in (a) above, but
will uvsunlly be more specific and limited, Those cone
‘clusions, condenged and stated as imperatives become the
?sychological Objectives,

2. Tﬁe second function of the annex is to clorify, qualify and

cxplain the stroatepic concépt which constitutes the core of Section II,

The substance and form of thls section will wary somewhat
according to the situntion studied but the most ecssential element will
alweys be an analysils or evaluntion of the present U.S. psychological
effort in thc arca in terms of the Isychological Objectivcs of Section I,

. Dy indicating where existing prograns are failing or succeodLna, and to
p what degree, this analysis should indicete elearly the re-orientation and/cr
\f’ iexpansion which is required to attain ﬁhe objectives and this provides

fthe basls of the strategic concept,
i

Security Informs ion
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In nost casés the analysis should also include a brief state-
ment of the strategic situation within the torget arca and between the area
and other arecas or powers having importent interesﬁs there, with particular
attention to the aims, scope; form and offecti?eneés of cormunist
psychological operatirns in the area:_

While this section of the #nnex should also be as brief os
possible, it will generally nced to be more detailed then the former one,
end the tabular form of analysis will not be suitable,

Agrecment by the Doard %o mots the contents of Anmex A will be
understood 35%§?21§? it the valve of authoritative guidance in determining
whether or ﬁo£ imﬁléﬁg;éétion plans conform to the intent of Sections I
and II,

ANNEX D, Illustrative Actions

The purpose of this Annex is to provide a rough necsuring-rod
to assiét in determining the feasibility and adequacy of implementation
plans prepared in accordance with the approved national psychological
strategy, It will list feasible, effective programs and actions which
menbor agencles misht undertake in implementation of the plan with
sucpestions for prigp?y and supporting roles in each case, The implementing
actioné listed will not te considered as complete or definitive and neither
the actions themselves nor the suzgested assigmments of agency résﬁonsibility
will be considered as binding upon any participating sgency, ‘

Board agreement to note the contents of Annex B will be undere

stood g8 a certificatlon thot the actions and proprams listed, while not-

esscntidl to the implementation of tho strategy, sre in conformity with it
qndrare presumed to be cffective and feasible,

In order that Annex D be of maximum usefulness to operational
planncrs and to the Director's staff in the implementation and ccordination
phage of the plamning, it is dosirable that one illustrative hizh~priority
program of action be listed for each major directive of Section II, In
gome eases, additional 1llustrdtlons . may be provided but no effort should
be made to anticipate the complete implementation plans of each
partieipating agency,

Where appropriate, parts of Amnex B may be submitted by the
Dircctor soparately as a covert supplement,
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" SECRET Page I of W

Approved For Release 2000/04/18 : CIA-RDP80-01065A00I03001f00'1 %6



Approved For Releage 2000/04/18 : CIA-RDP80-01085A000304)4209.18

SECRET '
Security Information ANNEX B
HORKTNG. DRAFT 2}; /52

DOCTRING AND PROCEDURE_FOR THE DEVEIOPMENT OF PSB PLANS

A. Scope and Torm of PSB Plans.

1, PSB National Psychological Strategy plens establish the strategy
of thése psychological operations included in NSC 10/2 and NSC 59/1 in
support of approved national policies, They shall also include whore
eppropriate actions or courses of action in other fields, when such
actions or courses of action are related to the execution of 10/2 and
59/1, progroms and essential to their achieving meximum impact, and pro-
viding they have the authoritative concurrence of the agencles or depért-
ments responsible for implementing them,

R4 PSB National Psychological Strategy plans, when anproved by the

Board, constitute authoritatiye guidance to U, S. government agencles . ..

RERLE A

for the development of operational plan; in accordance with the approved£@” 3
strategy. ﬁ',;: ﬁgﬂl”t g
3. ﬁational psychological strategy plans shall be prepared in the
form and terminology prescribed in ANNEX A, but the Director is authorized

to modify the stendard form to £it speciel cases at his discretion,

Be BRole of the Director and His Staff in Developing PSB Plans.

1. Under the Presidential Directive of April 4, 1951, the Director
is respongible for heving prepared the progrems, pollcies, reports and
recommendations for the Board's congideration, and for promulgating its
declsions. In accordance with accepted administrative practice, this
responsibility entails the obligation in preparing work-papers for the
Board to incorporate in them the views of all. agencies concerned with,
or affected by, these papers or, where disagreement exlets, to accompeny
work-papers prepared in accordance with the Director;s views with a full
objective and authoritative statement of any dissenting agency vieus,

2. In discharging his responsibility to the Board for the prepafation

of its work papers, the Diregtor is authorized to use his own staff as
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Lie considers advisable but, in accordance with the Presidential Directive,
shall attempt to the maximm extent to utilize the facilities and resources

of the‘participating departments.and agencies.’ In developing plans he mey”

at his discretion employ his own staff, request a member agency to pre-
pere & draft plan, establish an inter-ageney penel, or combine all three
of these metheds in various proportions,

3. Planning panels shall report to the Director through the staff
channel desipnated by him, normaelly the Assistent Director for the Office
of Plans and Policy of his staff, The panels may be convoked, suspended
of dissolved at the Director's discretion. Panel members are dppointed
by the Director with the approval of the agencies or departments to which
thoy belong, end he also celects the chairman and executive secretary and

determinestheir functions,

C. Initiation of Plans,

1. The Director shall undertake the development or revision of
national psychological strategy plans only vhen so directed by the Board,
but may on his own inltiative, at any time, submit for the Bosrd's determi-
nation a proposal for the development or revision of a nationsl peycho-
logical strategy plan,

2, While less fﬁrmal procedures mey be utilized at the Director's
discretion, it is usually desirable that proposals for a new nationsl
psychological strategy plan should bé supported by a short staff study
enalyzing the problems to be solved and indicating the need for a paycho~
logical strategy to deal with them. Whenever feasible this study should
Include terms of reference for the planners--i.e, the proposed Objectives
of the Plan. When this is not feasible, the Director shall submit the
terms of reference for approval by the Board, or Alternates, at the
earliest practical moment.

3, In considering new planning proposals for submission to the Board,
the Director shall instruct his staff to consult informally with appropriate
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reyresentatives of member agencies, particularly in regard to the selec-
tion and definition of the problem. After Board approval of the planning
project, similar informal consultations should be held between the
Director's staff and member agencies with regard to the best methoed of
attacking the problem, the research and other support likely to be re-
quired, the advisability of establishing a panel, and the selection of
qualified members end of a chalrmen for the panel,

D. Develovment of Plans.

1. As soon ag possible after the approval of a planning project by
the Doard, the Director shall stote to participeting agencies what support
or aaslstence he desires from them in developing the plan, At the same
time, he shall notify them of the deadline he has set for comﬁlation of
the plan,

2. TIn deciding whether or not to use the panel method for developing
the plan, the Director shall teke into account such factors as the avail-
ability of qualified persormel on his own staff end among participating
agencies, the seriousness and extent of disagreements in regard to the
problém among participating agencies, and the extent to which knotty
lssues involving the application of national policy are likely to be
anéountored. Similer considerations should determine the choice of the
chairuan,

| 3+ Before convening a panel the Director shell instruct his staff
to hold informal congsultations with designated penel members in regard
to the scope and methodology of the project and, whenever feasible, to
develop the main body of the plan in draft or outline form as a basis for
the panel's work, |

-

4. TUnless a representative of a participating agency is ‘appointed ¢

chairman by the Director, the Executive Secretary, who is a member of the ‘{;

Director's staff, shall act as chairmen of the panel. When an ocutside }‘

chairmen 1is appointed he shall direct the work of the panel, in accordance

Security Informetion
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with the Director's instructions and with the assistance of the Eiecutive
Secretary.,

5. Views expressed by panel members shall not be considered ag
authoritatively reflecting the views of their agencies or departments,
but panellmemberé are expected to consult frequently with responsible
policy-maker officers in their respective agencies or departments so
that they may more usefully advise the chairman and the Director's staff
on problems involving inter—agoncy cooperation,

6. Unless otherwise instructed by the Director, the panel chairmsn
shall seek fo economlze the time of members by holding formal meetings
to a minimum and replacing them whenever fessible by informal consulta-
tions. Ag far as possible, he shall use the panel to review and revise
drafts prepared by himself, by the Director's staff, or by a designated
member, When the panel chairman is a representative of & participating
agency he shall consult with the lizecubive Secretary or other members
of the Director's staff before undertaking or issuing any drafting
asslgnments,

7. When a complete draft of the plan, satisfactory to the panel
and to the Director, has been developed, respOnsibility for obtaining
the required ageney comments aﬁd effecting revisions that may be necessaiy
shall 1ie with the Executive Secretery, or other deslgnated member of
the Director's staff, but the chairman and panel members should be pre-
rared on request to facilitate clearance of the dreft in their respective
ageneles or departments, or to assist in revising it,

E. Clearance of Plans.

1. Plans submitted to the Board for formal approval shall be accept-
‘able as to content and wording to all appropriate officials in partici~-
rating agencies or departments up to the level of the Board Member (or

the equivalent official in a non-member agency), or when disegreements

SECRET
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origt they shall be objectively analyzed with clear alternate texts,
and presented to the Board for resolution, To facilltate compliance
with this rule it is recommended that: ,

a) The Director withhold formal approval of the Plan until
he is informed by his staff thet all appropriate clearances have
been effected within participating agencies;

b) Regardless of whether plans are developed by panels or

through some other method, the first complete draft whlch is satis-

factory to the Difector and the planners be éirculated to particl-

peting agencies for comment, and that subsequent drafts as appro-
rriate be cleared in the seme mammer;

¢) Each member or regularly participating agency designate f

one official who shall be responsible for supervising the clearance i

of PSB draft plans within the agency and for coordinating the Mw&i

comments collected;

d) Such formal procedures be complemented by frequent and

close consultations between PSB staff planners--assisted‘by the

penel members when appropriate--snd officials of participating

agencles, so that the plan is steadily improved as its clearance

'progresses.

2. At any stage of the planning process when basic disagreements
develop among participating agencles, or between them and the Directbr's
stafl, which in the Director's view require and justify resolution at a
higher level, he shall take the steps which in his judgment are best
suited to achieve resolution of the disagreement. Depending upon the
circumstances, he may:

a) Instruct a senior official of his staff to consult with
equivalent officials of partleipating agencies;

b) Utilize the liasison officers of the participating agenciss;
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¢) Call an ad hoc meeting of the Board Alternates or of
designated deputiles;
d) Consult informally hinself with Bosrd Members or
Alternates; |
o) Formally submit the issue for resolution at a regular, .
special or luncheon meeting of the Board.,
3. TUpon approval by the Board, the Director shall promulgate the
approved national psychological strategy in eccordance with existing

procedures.

F., Implementation of Plans.

In the implemental phase of planning the Director is responsible
for ascertaining and reporting to the Board that implementation plans
in support of the approved national psychologicel strategy are being
prepared by the participating agencies or departments, that these imple-
mentation plans are in conformity with the approved strategy, and that
they are properiy coordinated among the participating departments or
agencies. To this end he may call upon the participating agencies or
departments to submit to him their implementation plans or to report
otherulse to him on implemental action taeken or mnder consideration in
regard to the approved psychologleal strategy, and he is empowered to
esﬁahlish special panels to advise him on problems of coordination
related to the implementation of approved plans. Upon approval of the
psychological strategy, or as soon thereafter as possible, the Director

| shall notify participating agencies of his requirenents in respect to

the implemental phase of planning,
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